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 At the request of the Commander, Submarine Forces Atlantic 
(CSL) Director of Operations (N3), Hero Solutions Group 
undertook a study of the manning of the 1120 LTs detailed to 
CSL, to determine how they could be most effectively utilized.  
For a variety of reason, CSL is experiencing a shortfall in 
manning of Submarine Watch Officers (SWOs), making it difficult 
to support a round-the-clock watch rotation while maintaining 
safety and effectiveness of the SWO.  Specifically, we 
determined the optimum manning rotation to meet the requirement 
that the watch floor be fully manned, while performing the 
necessary functions of the eight “day-staff” 1120 LT billets. 
 To determine this optimum rotation, we interviewed several 
personnel throughout the staff, including the LTs, their 
supervisors and the department directors (N-heads).  We 
simulated various possible rotations to determine their effects 
on SWO manning and day-staff coverage.  We also researched 
safety guidelines regarding fatigue and shift work safety from 
various sources to determine an acceptable work load. 
 These are our recommendations: 
 All 1120 LTs should report to N3 and remain on the SWO 
watch bill for an eight month period. 
 All 1120 LTs not billets as a SWO will transfer to the 
next available day-staff billet once their initial 
eight month SWO rotation is complete. 
 LTs billets as a SWO will be assigned to the N34 day-
staff billet in the last several months of their 
tours. 
 All 1120 LTs who are in a staff billet will stand 
weekday, day SWO proficiency watches twice per month. 
 All 1120 LTs are required to attend mandatory SWO 
classroom training once per week. 
 The unfunded N321A billet will no longer be manned by 
1120 LTs. 
By implementing these recommendations, the CSL staff will 
be able to man the watch bill at a level such that all 1120 LT 
have a manageable workload that does not contribute to excess 
fatigue or diminish job effectiveness.  Also, all LTs will gain 
valuable experience as a watchstander.  
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Commander, Submarine Forces, Atlantic (COMSUBLANT
1
) 
maintains a 24-hour watch section manned to manage water-space 
and ensure ship safety for all underway submarines in the 
Atlantic portion of the U.S. Northern Command (NORTHCOM) and 
U.S. Southern Command (SOUTHCOM) areas of responsibility.  The 
watch section is led by the Submarine Watch Officer (SWO), a 
nuclear-trained Lieutenant (LT).  The SWO is a critical 
watchstander who is unable to leave the building while on watch.   
In addition, there are approximately nine (9) other LTs on 
the staff of COMSUBLANT that fill important roles in various 
departments; i.e. Personnel (N1), Operations (N3), and Training 
(N7).  These jobs are considered “day-staff,” meaning the 
incumbent is at work during normal business hours and can leave 




Recently, COMSUBLANT has experienced manning shortages that 
made it difficult to maintain the SWO watch bill.  Factors 
contributing to the shortages are Individual Augmentation (IA), 
the use of LTs assigned to the watch floor to perform “day jobs” 
within the N3 directorate, and most notably, current Naval 
Personnel Command detailing practices that reduce the overlap of 
SWOs with their prospective numerical reliefs.  The latter 
necessitated the transfer of the incumbent prior to the full 
qualification of his relief, leaving fewer people in rotation to 
man the SWO watch-bill until qualification is achieved. 
Under COMSUBLANT’s current policy, when a LT is detailed to 
the staff, he is either assigned to the watch floor, where he 
will qualify and stand SWO, or he is assigned to a day-staff 
billet.  Once that assignment has been made, it is generally 
unchanged for the LT’s entire two-year tour.  This policy is 
different from that used at other submarine commands, such as 
COMSUBPAC.  At COMSUBPAC, any LT assigned to the CSP staff 
spends the first year of his tour on the watch floor, qualifying 
and standing SWO.  The LT then spends the remaining year of his 
tour in a day-staff billet.  COMSUBLANT’s current policy is 
based on conditions in which there is a consistent surplus in 
SWO manning.  The current shortfalls in manning have forced the 
                         
1 Throughout this document, when we refer to COMSUBLANT, we are discussing the 
command staff, not the entirety of the forces that fall under the Type 
Commander’s administrative control. 
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watch floor leadership, N3 director, and the Chief of Staff to 
consider the method utilized by COMSUBPAC. 
 
 
C. PROJECT OBJECTIVES 
 
To simply switch to another command’s policy in response to 
the current situation would be reactive, not proactive, ill-
considered, and may cause unintended problems in the future.  
Our objective in taking on this study was to analyze the LT 
manning situation at COMSUBLANT, determine the root causes of 
the shortfalls in manning, and recommend a well considered 
approach to utilizing the manning available to the command to 
ensure that the watch floor is adequately manned, all necessary 
day-staff functions are provided for, and the mission of the 
command is carried out.  Our goal was to provide a solution that 
is viable for the long term.   
To perform the required analysis, we gathered specific 
information on how many personnel are detailed to COMSUBLANT, 
what functions are required to be performed and how many 
personnel are required to perform those functions.  The first of 
these questions was answered by speaking to the detailers at 
Naval Personnel Command who assign submarine LTs to their first 
shore tour, and by consulting COMSUBLANT’s historical records.  
We answered the last two questions, by analyzing what billets 
currently exist on the COMSUBLANT staff, determining what 
functions are performed by the LT in each billet, and 
identifying gaps in mission accomplishment. 
 
D. PROJECT SCOPE 
  
Our efforts, while extensive, were limited in scope.  We 
did not do a large-scale “talent-to-task” study looking at 
redistributing the workload of the entire command.  We focused 
only on nuclear-trained submarine-qualified O-3s.  In addition, 
we kept the scope of our study within the COMSUBLANT staff.  As 
such, we did not attempt to influence the number of manpower 
positions that Naval Personnel Command details to the staff, nor 
how long they remain (tour length).  Those were outside the 
purview of our client, the COMSUBLANT N3 director.  Since our 
goal was to find a long-term solution, we recommended a course 
of action that leaves the command with the flexibility to adapt 








To understand the problem and its root causes, we conducted 
interviews with personnel from several stakeholder groups at 
COMSUBLANT.  These included LTs from on and off the watch floor, 
the LTs’ immediate supervisors, and the directors of the major 
departments.  Examples of typical interview questions can be 
found in Appendix 1.   
In our interviews with the directors, we gained information 
that answered the question of what functions must be performed, 
as well as how much time is required for a LT to gain 
proficiency working in that given directorate.  Through our 
interviews with the SWOs and the N3 chain of command, we 
obtained information on how long it takes to become proficient 
as a SWO.  
We augmented this data with research from the civilian 
sector and other federal agencies relating to the health and 
safety effects of manning a 24-hour watch rotation.  This 
provided us a realistic picture of how many LTs are required to 
man the watch-bill while ensuring that the safety and job 
performance of the watchstanders was not compromised.  We also 
considered the professional development benefits gained by a LT 








A. AVERAGE TIME FOR A NEW LT TO QUALIFY AND BE CONSIDERED 
PROFICIENT AS SWO IS 4 MONTHS 
 
1. Time to qualify based on individual 
  
An analysis of the time to train and qualification cards 
for all SWO qualified LTs over the past two years show an 
average of 10 weeks with the quickest being six weeks and the 
longest being twelve weeks.  The time to train was found to be 
mostly dependent on the inherent abilities of the LT and not 
necessarily dependent on the training program run by CSL. 
 
2. Time to be considered proficient is flexible 
 
SWOs vary in the amount of time it takes for them to be 
considered proficient in their job.  This label lacks concrete 
standards and is driven by the chain of command as to their 
comfort factor in the SWO to handle emergent actions.  Senior 
leadership was split, one felt that at least one month of SWO 
would be sufficient to be considered proficient however, and 
others felt that a longer period was needed before they were 
truly comfortable that all reasonable actions could be handled 
without help or augmentation.  In addition, there is the 
implication that the proficient SWO will be able to handle non 
weekday and weekend watches where there is no support for 
emergent events. 
 
B.   ALL DEPARTMENTS CAN SUPPORT PROFICIENCY WATCHES 
 
1. Supervisors and N-heads are amendable to supporting 
the SWO watch-bill with their LT personnel 
 
As part of the interview process, each person was asked to 
rate, on a scale of 1 to 10, the burden imposed by having the LT 
stand weekly, bi-weekly and monthly watches (1 being the least 
difficult, 10 being the most).  Based upon the data gathered 
(Table 1) from all N-codes and direct supervisors of the LTs in 
the non-N3 departments, supporting the SWO watch-bill is 
possible.  The prerequisites would be a weekday, day watch no 
more than twice per month scheduled far enough in advance that 







2.   N3 would require non N3 watchstanders to attend weekly 
SWO training in addition to standing proficiency 
watches 
 
N3 leadership was amendable to having non-N3 personnel 
augment the SWO watch-bill but would require these LTs to attend 
mandatory weekly training to insure they are current with the 
latest changes to instructions and processes.  Leadership from 
SWO direct supervisor to N3 also feel that a minimum of two 
proficiency watches per month is needed to instill a basic level 
of comfort for both leadership and the watchstander and with 
that they would require the augmenters to stand the weekday, day 
watch to make available more support for the watchstander should 
an emergency situation arise.  All non-N3 department leads 
agreed that mandatory training is a must for their personnel to 
stand proficiency watches. 
 
C. THE STATUS QUO WILL RESULT IN INSUFFICIENT SWO MANNING 
 
1. By the start of 2011, the SWO watch bill will consist 
of only 3 – 4 qualified LTs. 
 
Using current manning projections, we have determined that 
the number of SWO’s will be reduced when LT Heineman and LT 
McMullen depart.  This will immediately reduce the number of 
qualified SWO’s to four, assuming LT Hickman is qualified.  
Based on mathematical modeling (described in Appendix 6), this 
will cause the SWOs to stand an average of 42 hours per week, 
which results in an overall work week of approximately 60 hours 
when watch turnover, training and other military requirements 




Monthly Bi weekly Weekly
Day Staff 2.22 4.67 7.56
Supervisor 2.45 4.00 6.91
N head 3.00 4.50 7.75
Total AVG 2.41 4.36 7.36
Total STD DEV 2.06 2.34 2.24




2. An undermanned watch bill presents a threat to the 
safety and effectiveness of the SWO. 
 
According to the National Institute for Occupational Safety 
and Health (NIOSH), shift work can have negative effects on 
sleep patterns and circadian rhythms, which directly affect 
alertness and concentration.  Since the SWO’s job performance 
has a direct effect on submarine safety, it is imperative that 
the watchstander is rested and alert for his entire watch.  In 
addition, frequent night shifts or changes in work times can 
affect a worker’s health.  When the watch bill is undermanned, 
defined by the N3 chain of command as having less than five 
full-time SWOs, all of the above conditions exist, resulting in 
diminished safety and effectiveness.  See Appendix 3 for 
details. 
 
D. ALL OTHER SUBMARINE OPERATIONAL AUTHORITIES MANAGE THEIR LT 
MANNING DIFFERENTLY THAN CSL. 
 
1. Other SUBOPAUTHs, as well as the Charleston Nuclear 
Prototype, rotate their LTs from shift work to day-
staff throughout their tours. 
 
In all these cases, the rotation is similar.  All LTs spend 
some portion of their tours in shift work, and then rotate to a 
day-staff position.  In most cases, once the LT rotates to day-
staff, he will stand some number of watches per month to 
maintain proficiency.  CSL is unique in the submarine force in 
that LTs spend their entire tours as either SWOs or day-staff.  







A. All 1120 LTs (other than the Assistant Force Nuclear 
Officer) report to N3 and remain on the SWO watch bill for 
at least an eight month period. 
 
An eight month period will encompass three months for 
qualification and five months standing SWO to become proficient.  
Our research indicates that the average time to qualify is eight 
to ten weeks.  Two weeks was added to allow for holidays and 
other unforeseen events.  The remaining five months of standing 
watch allows the SWO to become proficient and able to handle all 
reasonable tasks that could occur with minimum to no outside 
help.  This timeline is accordance with research which found the 
average time for SWOs to feel comfortable was two months and 
leadership felt four to five weeks was enough to make them feel 
comfortable that the SWO could handle most issues without 
significant help. 
 
B. All 1120 LTs transfer to the next available CSL 1120 LT 
billet once their initial eight month SWO rotation is 
complete.  
 
The now proficient SWO, regardless of billet assigned by 
NPC orders, will be placed in the next available CSL 1120 LT 
billet.  Possible billets include: N1, N3, N7 and N9.  N4’s 
Assistant Force Nuke billet is specifically excluded due to the 
nominative nature of that LT billet.  N1, N7 and N9 would each 
have two LT billets as per current manning, though there will be 
periods in which one is gapped.  This is a mathematically 
necessary result of reducing each LT’s time in a day-staff 
billet to 16 months.  N3 will have five billets in which the LT 
remains a SWO for (approximately) the next 10 months of his 
tour, then fills the N34 day-staff billet. 
 
C. LTs billeted as a SWO get assigned to the N34 day-staff 
billet in the last several months of their tours. 
  
This transition from a full-time SWO to day-staff assigned 
to N34 will allow the LT to get some staff experience for 
professional development.  This will also fill the N34 staff LT 
billet.  Based on interviews with the incumbent and supervisors 
of that billet, it is well suited to more frequent rotations.  
The greatest drawbacks of frequent turnovers would include 
delays in obtaining the necessary security clearance, and 
building relationships with the personnel on the waterfront and 
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the personnel running the programs with which the N34 LT 
interacts.   
The most senior full-time SWO will know ahead of time that 
he is the next person to fill that N34 billet.  He can, 
therefore, begin turning over prior to assumption of the job, 
and begin the process of obtaining necessary security clearances 
several months in advance.  Indeed, all LTs who are assigned to 
be a “long-term” SWO can begin their clearance investigations, 
allowing a quick substitution to be made if on particular SWO is 
unable to get the clearance.  In addition, the early turnover 
can include a comprehensive listing of contacts, inclusion on 
important emails, and continuous situational awareness of major 
events for the N34 LT.  All these factors help to mitigate the 
inconvenience of frequent rotation in the billet. 
 
D. All 1120 LTs who are in a staff billet stand weekday, day 
SWO proficiency watches twice per month. 
  
Proficiency watches will augment the dedicated SWO 
personnel allowing for a workload more in line with safety 
guidelines regarding watch standing timelines and duration.  
This will also have the benefit of improving morale for those 
permanently assigned to SWO, since their work schedule will be 
more reasonable and comparable to their peers in terms of hours 
worked.  In addition, to support the professional development 
and increase the professional knowledge of the LTs, proficiency 
watches are required to make sure currency is maintained on 
submarine operations and TTP, a proven benefit when returning to 
the Fleet.  Based on interviews with day-staff incumbents and 
supervisors, LT’s are able to perform their functions while 
standing two watches per month during normal work hours.  In 
addition, two watches per month was deemed sufficient to 
maintain an acceptable skill level, according to the N3 chain of 
command. 
 
E.  All 1120 LTs are required to attend mandatory SWO classroom 
training once per week. 
  
As per all N codes, this training is a requirement that 
must be met to insure that all proficiency watch standing LTs 
are familiar with the most current procedures and publications. 
 
F. THE UNFUNDED N321A BILLET WILL NO LONGER BE MANNED BY 1120 
LTS.  
  
Based on the relative priority of maintaining SWO manning, 
and the availability of highly skilled Chief Petty Officers to 
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perform the functions of the N321A billet, using a LT for this 







This study was undertaken to determine the most efficient 
use of nuclear qualified lieutenants assigned to COMSUBLANT.   
After the data was analyzed it was determined that the best use 
of the LT manpower assigned CSL, is a rotation through the 
submarine watch officer watch bill for all LTs with those not 
billeted in as SWO placed for the remainder of their tour in the 
next available directorate job.  This rotation will be the only 
way to alleviate manning shortfalls in the number of LTs 
assigned CSL while maintaining a fully manned and capable watch 
floor that provides safe control of subsurface assets.  It 
allows the watch to decrease to eight hours supporting the 
increased safety and vigilance.  Implementation of this solution 
will require CSL authority to intentionally ignore NPC orders in 
regards to specific billets assigned and determine for CSL where 
to place their new LT upon completion of his SWO rotation.  Once 
implementation begins there will be initial manpower shortages 
in the day-staff.  Appendix 7 illustrates a potential 
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TYPICAL INTERVIEW QUESTIONS 
 
JO – DAY-STAFF  
Background info: 
How long have you been in your current position for? 
How long did it take you to finish the check in process? 
 
Turnover: 
How long did you get to turnover for your job? 
Did you have delays in your job due to obtaining security 
clearances? 
 (A turnover while standing SWO would allow for longer lead 
times on jobs that  
 Require high level clearances or other hindrances) 
Did you have to qualify anything for the purposes of your job? 
Was your turnover adequate? 
Was your job gapped before you got here? 
Would less time per week, but longer turnover period been more 
or less beneficial? 
How long did it take you to become proficient or an expert at 
your job? 
 
Programs that occur yearly: 
What programs do you deal with that only occur yearly? 
Would it be more beneficial for a person to be in this billet 
for more than 1 year for the benefit of those programs? 
Are there other less frequent programs of concern that would 
suffer do to more frequent turnover? 
 
Emergent day-staff issues: 
Are their hot items that come up in your day job that must be 
attended to immediately? 
How often do these “Hot items” occur? 
How long does it take to deal with them? 
How would these hot items be handled if you were not available? 
 
Career Progression: 
How does this job benefit you towards your Navy professional 
development? 




What are the effects when you miss 1 day of work due to personal 
reasons such as appointments, illness or leave? 
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How does your code handle your workload when you go on leave for 
greater than 1 day? 
If you had to use 1 day a month to support the command outside 
of your current job, what impact would that cause? 
 1 day per 2 weeks? 
 1 day per week? 
On a scale from 1 to 10, ten being the most negative impact: 
 How negative would the impact be from standing 1 SWO watch 
per month? 
 Every other week? 
 Every week? 
How do you think that standing an 8/12 watch as SWO would affect 
your job on a proficiency basis? 
What are you concerns if this were to occur? 
Contact? 
 Less face time? 
 Less time on day job? 
Emergent items for day job? 
 Difficult to schedule leave? 
 
JO DAY-STAFF IMMEDIATE SUPERVISOR 
 
Background info: 
How long have you been in your current position at CSL?  
Did you have previous time at a different position at CSL?  
How long did it take LT X to become proficient at his current 
job?  In general, how long would you expect a new LT to have 
this job before becoming proficient?  
 
Programs that occur yearly: 
What yearly programs does LT __________ administer? 
What would be the negative impact of yearly vice every other 
year turnover for those programs? 
What could be done to minimize the negative impact of a more 
frequent turnover? 
 
LT X missing work: 
What are the effects when you miss 1 day of work due to personal 
reasons such as appointments, illness or leave?  
How does your code handle your workload when you go on leave for 
greater than 1 day? 
 
Emergent day-staff issues: 
Are their emergent issues that LT ________ needs to handle 
immediately? 
How often do these emergent issues come up? 
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How are these issues handled when LT _______ is out of the 
office for medical/leave/liberty? 
 
Benefits of day-staff job: 
How does this job benefit LT________ professionally as a Navy 
Officer and more specifically a future Submarine DH? 
 
LT ___’s job been gapped: 
Has LT _______’s job ever been gapped and if so how was the 
workload shared?  What was the negative impact of the billet 
being gapped?  
How important is a good turnover for this billet?  How long of a 
time period do you think is needed for an adequate turnover?  
 
Proficiency Watches: 
If LT _______ had to use 1 day a month to support the command 
outside of your current job, what impact would that cause? 
 1 day per 2 weeks? 
 1 day per week? 
On a scale from 1 to 10, ten being the most negative impact: 
 How negative would the impact be from standing 1 SWO watch 
per month? 
 Every other week? 
 Every week?  
What are you concerns if this were to occur? 
 Contact? 
 Less face time? 
 Less time on day job?    
 Emergent items for day job?   
 
DEPT HEAD WHO WAS A PREVIOUS SWO: 
 
As a DH or higher, did you ever work with a DH who had qualified 
and stood SWO in one of the AOR? 
If so, what AOR? 
Did this benefit him in any way?  
Can you put us in contact with him? 
Did you go to SOAC with anyone who was a watch floor officer, 
did this benefit them at all? 
 
N HEAD QUESTIONS: TYPICAL INTERVIEW  
 
Background info:  
How long have you been in your current position at CSL?  
Did you have previous time at a different position at CSL?  
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How long did it take LT X to become proficient at his current 
job?  In general, how long would you expect a new LT to have 
this job before becoming proficient? 
 
Programs that occur yearly: 
What yearly programs does LT _________ administer?  
What would be the negative impact of yearly vice every other 
year turnover for those programs? 
What could be done to minimize the negative impact of a more 
frequent turnover? 
 
LT X missing work: 
What are the effects when you miss 1 day of work due to personal 
reasons such as appointments, illness or leave? 
How does your code handle your workload when you go on leave for 
greater than 1 day? 
 
Emergent day-staff issues: 
Are their emergent issues that LT ________ needs to handle 
immediately? 
How often do these emergent issues come up?   
How are these issues handled when LT _______ is out of the 
office for medical/leave/liberty? 
 
LT X’s job been gapped: 
Has LT X’s job ever been gapped and if so how was the workload 
shared?  What was the negative impact of the billet being 
gapped? 
How important is a good turnover for this billet?  How long of a 
time period do you think is needed for an adequate turnover? 
 
Career Progression: 
In your opinion, what does the LT in your department gain as far 
as preparing him/her for their future assignment? 
Would you recommend more of a cross-training approach in 
grooming SUBFOR personnel for future assignments? (i.e. SWO 
experience as well as N Departmental experience) 
 
DEPT HEAD WHO WAS A PREVIOUS SWO: 
As XO or CO, did you ever have a DH who had qualified and stood 
SWO in one of the AOR? 
If so, what AOR? 
Did this benefit him in any way?  





If LT _______ had to use 1 day a month to support the command 
outside of your current job, what impact would that cause?  
 1 day per 2 weeks?  
 1 day per week?  
On a scale from 1 to 10, ten being the most negative impact: 
 How negative would the impact be from standing 1 SWO watch 
per month?  
 Every other week? 
 Every week? 
What are you concerns if this were to occur? 
 Contact? 
 Less face time? 
 Less time on day job? 





Is the current manning for the SWO adequate? 
How does the current manning affect you both personally and 
professionally? (i.e. leave period, physical training, 
uniform/haircuts, etc.) 
Does the current SWO manning allow you time for education 
opportunities that would affect your future promotion? (i.e. 
master’s degree program or JPME I) 
What other military requirements besides watch takes up your 
time on a  
 Weekly?   
 Monthly?  
 Or greater basis?  
The watch bill says you work X number of hours per week.  How 
many hours a week do you actually work based on 
watch/turnover/training/PT and other military requirements? 
 
Watch Standing: 
How long is your commute to and from work? (added due to most 
research that concerns working hours counts the commute time to 
and from work) 
How early do you arrive before you schedule watch typically? 
What is the total time devoted to a shift of work (12 Hrs)? 
Do you feel safe about the length of time you work on a daily 
basis for both personal and your job as SWO? 
 Weekly?  
 Monthly? 
How do you feel your performance is as SWO and your personal 
safety after standing 3 12-hour day shifts on a scale from 1 to 
10? 10 being the most dangerous. 
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 3 day shifts    
4 day shifts  
 5 day shifts  
 3 12-hr mid shifts  
 4 12-hr mid shifts  
 5 12-hr mid shifts  
Do you see a need to change the shift length to 8-shifts? 
 
Qualification and Proficiency: 
How long did it take you to qualify? (weeks) 
What is the quickest you could possibly qualify SWO based on 
your experience? 
How long did it take you to become comfortable with standing the 
watch? (months or weeks) 
How long did it take you to become competent at standing SWO? 
(months) 




From your JO sea tour experience, will qualification and time as 
SWO help you as a DH? 
Does your experience at CSL as SWO make you more or less likely 
to stay in? 
If you went back as a DH would you advise any JO to come to CSL 
for their shore duty? Why?  
 
Career Progression: 
In what way do you feel that your current duties are preparing 













APPENDIX 2 Continued 
 





SHIFTWORK AND FATIGUE 
 
NASA and the Department of Labor have documents discussing 
shiftwork and fatigue.  NASA Occupational Health Procedures, NPR 
1800.1C (2009), document defines a critical position “is one in 
which the worker’s job performance can directly impact ground 
safety, flight safety, or mission success.”2  This description 
correlates to the significance of the SWO job for providing 
submarine safety and prevention of mutual interference.   
“For critical positions, employees shall not work in excess of 
the following..: 
a. 12 consecutive hours (16 consecutive hours in emergency 
situations with approval by a supervisor capable of 
evaluating the human factors risk level for the critical 
role.  Only during a Center or Program declared emergency 
may 16 consecutive hours be exceeded with high level of 
designated approval) 
b. 60 hours during a 7 day work week 
c. Seven consecutive days without at least 1 full day off 
(deviations may be preapproved at a high level for up to 
18 consecutive days with 2 full days off required after 
the extension period) 
d. 240 hours during a 4 week period 
e. 2500 hours during a rolling 12 month period 
Working 12 hour shifts, especially night shift, can lead to 
excessive fatigue.  Managing Shift Work to Minimize Workplace 
Fagigue, A Guide for Employers (2007) output by the  Labor 
Department states “on average, shift workers lose 1-1.5 hours of 
sleep for each 24 hour period.  This builds up to a sleep debt 
of 6 hours after 4 nights.”3  The NASA and Labor Department 
documents recommend limiting the number of consecutive 12 hour 
shifts to a maximum of 4.  Per the NASA Occupational Health 
Procedures “three consecutive 12 hour shifts are optimal.  
Working more than 4 consecutive 12 hours shifts is associated 
with excessive fatigue and may result in significant impact on 
performance of duties, mission, and safety.”  Both documents 
recommend more multiple days off after a series of 12 hours 
shifts.  Data from the SWO interviews with respect to 
consecutive shifts and safety are represented in Table 2. 
 
                         
2 NPR 1800.1C, NASA Occupational Health Program Procedures w/Change 1 (12/31/2009) 
3 Managing Shift Work to Minimize Workplace Fatigue, A Guide for Employers. 









Day Shifts - 12 HR 3 4 5
Mid Shifts - 12 HR 3 4 5
SWO - A 1.0 2.0 5.0 3.0 7.0 8.0
SWO - B 1.0 2.0 5.0 2.0 4.0 8.0
SWO - C 6.0 7.0 9.0 6.0 7.0 10.0
SWO - D 1.0 1.0 1.0 2.0 2.0 2.0
Average 2.3 3.0 5.0 3.3 5.0 7.0
How  do you feel for your performance as SWO and your personal safety after 








COMSUBLANT assigns 1120/LT to their watch floor on a 
permanent basis.  Typically the LT will show up and take on 
average 10 weeks to qualify with a standard deviation of 1.9 
weeks.  After qualifying the LT will usually stand a couple 
weeks of day shift watches during the week followed by being 
fully integrated into the rotating watch bill.  The watch bill 
is scheduled based on SWO inputs for days off.  There is not 
routine or normal rotation used for the SWO watch bill.  Besides 
the permanent SWOs that are assigned to the watch floor, there 
have been a few day-staff individuals to support the watch bill 
from N3.  Those day-staffers who have been available to support 
the watch bill are N31, immediate supervisor for the SWOs, and 
N321, the assistant scheduling officer.  The assistant 
scheduling officer is the only day-staff position in recent time 
that a qualified SWO has moved to day-staff.  Besides the 
immediate supervisor and assistant scheduling officer, who is 
not always a previous SWO, there is no other backup of qualified 
SWOs at CSL. 
This is opposite of the other SUBOPAUTH’s where their SWO 
processes water-space.  CTF 69 and CTF 74 have many day-staffers 
who are able to support the watch bill.  In CTF 69, they have 
either 3 or 4 full time SWOs and do not go below the level of 3.  
At this time, they have 4 full time SWOs and have 17 day-
staffers who stand one shift a month.  CTF 69 remains on 12 hour 
shifts no matter how many SWOs they have qualified.  CTF 69 does 
not go above 4 full time SWOs.  Every SWO at CTF 69 will rotate 
to a day-staff position during his time there.  Qualifying SWO 
at CTF 69 takes about 12 weeks.  This includes 2 weeks time for 
check-in and local area familiarization.  When they are heavy on 
1120/LTs they may have LTs come to the command qualify SWO and 
immediately rotate to a day-staff position. 
CTF 74 currently has only 3 full time SWOs.  They usually 
have 4 full time SWOs.  They use 8 hour shifts when they have 4 
full time SWOs and they use 12 hour shifts when they have 3 full 
time SWOs.  They have about 9 day-staffers who are qualified 
SWO.  They stand between 1 and 3 proficiencies a month depending 
on the number of SWOs and the amount of leave the SWOs are 
taking.  Qualifying SWO takes about 4 to 6 weeks.  They spend 
about 10 to 12 months on the watch floor before shifting over to 
a day-staff job.  Every LT coming to the command will qualify 
SWO, spend time on the watch floor and then rotate to a day-
staff position.  CTF 54 do not accommodate for leave.  The SWOs 
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work a set number of shifts per month whether or not the SWO 
takes leave.  They do not exceed 4 SWOs as permanent 
watchstanders.  Typically the proficiency SWOs stand the weekday 
day shift and the full time SWOs stand the afternoon, mid-
watches, and weekends. 
CSP currently has 5 qualified SWOs and 2 day-staff support 
personnel to stand proficiencies.  They stand 8 hour shifts 
during the week and 12 hour shifts on the weekend.  They just 
transitioned from a sustained period of having 6 qualified SWOs 
for several months.  The LTs at CSP spend about a year on the 
watch floor before rotating to a day-staff position.  All LTs 
qualify, spend time on the watch floor, and rotate to a day-
staff position.  Qualifying SWO takes about 5 to 6 weeks and is 
usually dependent upon interviews with individuals who travel 
often.  CSP does there watch bill by hours per week average.  
These average hours per week subtracts out time for individuals 
going on leave.  It is the opposite of the other 3 SUBOPAUTHs.  
An IA would affect CSP by having requiring them to keep the SWOs 
from rotating to the day-staff until the replacement shows up. 
USFF assigns LT from different warfare communities to man 
their ABWC position.  They currently and always have 5 full time 
LTs assigned as permanent ABWCs.  They have two LTs in a backup 
status that are currently working on day-staff projects but are 
not in a permanent day-staff position.  The time length of these 
projects varies greatly in length, anywhere from a couple of 
weeks to a couple of months.  After the project is complete, 
they LT rolls back into being a full time ABWC and the next LT 
comes into the backup status to work on a day-staff project.  
They always stand 12 hour shifts.  Typically in a 3 on 4 off 
rotation and may go 4 on 4 off rotation when the watch bill gets 
tight due to leave or other abnormal issues.  Qualifying USFF 
ABWC takes about 4 weeks.  During times, when a full time ABWC 
take leave, the 2 standby ABWCs will pick up the watches he 
missed.  They do not have a set number of watches a month.  USFF 
ABWC has a rotation schedule and will fill in with their 
standbys when someone takes leave.  Due to the fact that USFF 
command assigns IAs, they do not assign IAs to their watch 
floor.   
C2F ABWC is manned by about 17 day-staffers who all fill in 
the monthly watch bill.  There are no permanent ABWCs at C2F.  
Each day-staffer stand about 3-5 watches a month.  They are 
given comp time for working afternoons and mids, depending on 
their day-staff job requirements the day before and day after 
standing ABWC mid-watch.  Qualifying C2F ABWC takes about 4 
weeks.  This is significantly different than the others.  C2F 
also uses anyone from the rank of E-7 to O-4 to man the ABWC 
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position.  An IA requires the other 16 positions to stand an 
extra day a watch once every 4 months. 


















Change Hours per 
month Time to Qualify
Permanents shift 
to day staff
Est. Hour per month 
for Permanent 
watchstander
CSL 3 to 4 1 4 8 or 12 combo No 10.5 No 39.29
CTF 69 4 17 1 12 No 12 Yes 30.48
CTF 54/74 4 9 1 to 3 8 or 12 combo No 6 Yes 29.81
USFF ABWC 5 2 1 12 Yes 4 Yes 31.43
C2F ABWC 0 17 3 to 5 8 Yes 4 N/A 9.88







At the prototypes in South Carolina, there are 3 day-staff 
positions that are filled by 1120/LTs who qualified shift ENG.  
Those positions include the material officer, the CRA, and the 
staff training officer.  Not all 1120/LTs who show up to 
prototype will become day-staffers.  The COC will determine who 
will rotate to a day-staff position by matching the position 
with the correct person based on their abilities.  They take the 
persons PRD into account as a minimum factor.  They sometimes 
pick an individual who has just finished his qualifications as 
shift ENG or they may pick someone who has limited time left at 
the command.  The primary justification for choosing an 
individual is matching their talents and capabilities to the 
day-staff job.  They attempt to choose an individual who has 
greater than a year left at prototype.   
The leadership at the prototype start looking at 
individuals while they are in qualifications before they are 
even qualified Shift ENG.  They slate the person early on in the 
process to shift to a day-staff billet to allow for a long lead 
time of turnover and conversation time with the outgoing day-
staff officer.  They also match up an individual with their 
prior experience to match with the requirements of a day-staff 
billet.  For example, someone who was a prior LELT was picked to 
become fill the day-staff CRA billet. 
The three day-staff jobs differed by their requirements.  
The difference in the job requirements sent them with different 
priorities for having a lower rate of turnover.  The CRA was the 
least impacting for having a higher rate of turnover.  This is 
due to the fact the CRA will have prior experience in that area 
and has a direct assistant working for him to help provide 
continuity. 
 When an 1120/LT shows up to the prototype command, they 
have 6 months to qualify shift ENG.  It typically takes two to 
three months to qualify EOOW.  It then takes an additional 2 
months to qualify Auxiliary Control Room Supervisor.  At the 
same time, the LTs are qualifying shift ENG.  The few that 
rotate to day-staff are usually there for about a year time 
frame.  This causes frequent turnover in those positions.  The 
prototypes do not have a robust program in place for the 
turnover process of the day-staff position and they do not have 
a program to prevent knowledge loss such as a lessons learned 
binder or key items binder for each day-staff position.  The 
only thing used to turnover a day-staff position is a standard 
turnover checklist.  One of the day-staff officers stated “by 
29 
 
the time that you learn to do the day-staff job, it is time to 
turnover and all that you have learned is lost.  The turnover 







SWO INTERVIEWS/WORK-HOURS ANALYSIS 
 
The SWOs at CSL process water-space and man the watch floor 
on a 24 hour basis.  Currently, the SWOs are on a 12 hour 
rotation with four qualified watchstanders.  One of the SWOs is 
ineligible for the PRP.  He is restricted to standing day shifts 
during the week.  This forces the other SWOs in the rotation to 
stand almost entirely mids and weekend shifts.  The SWOs are 
standing on average 39 hours per week.   
In addition to standing watch, SWO’s have other military 
related activities that take up their time.  These activities on 
average add up to 5.27 hours of military related activities not 
including attending school or a JPME phase I course.  The two 
main components of the extra time are the weekly training and 
physical training in preparation for the BCA/PRT.  The weekly 
training requires about 1.5 hours of the SWO’s time per week.  
The 1.5 hours includes one hour for training, time for showing 
up early, and any administrative items that need to be 
addressed.  Training alone requires on average one hour of time 
every Wednesday starting at 0700.  This training time requires 
the SWO who stood the mid watch to stay after for approximately 
thirty minutes.  This is offset by the fact that the SWO who is 
on watch does not require any of his off watch time to attend 
training.  The SWO’s typically show up for training 
approximately 10 minutes before it begins.  They also spend time 
after training discussing administrative issues including watch 
bills, leave, new watch procedures and policies.   
  There are several other activities that normally occur 
during the course of a work day and are less frequent.  These 
types of activities include medical and dental appointments, PSD 
involvement, and the PHA.  These activities are minor in adding 
additional work time.  (See Table 4)  Any critique involving a 
SWO will add significant time to his work week.  The SWO will 
most likely be off of watch during the critique.  This will 
force him in on his off time or a relief to stand the watch for 
the duration of the critique.  Recent critiques have taken 








 Due to the nature of the job, the SWOs’ actual hours per 
week can vary widely.  They vary from as little as zero hours, 
when on leave, to as high as 92 hours when working 7 consecutive 
12 hour shifts.  The 92 hours includes turnover time, weekly PT, 
and training.  The time spent on watch for that week would be 84 
hours.   
 SWOs on average take 10 weeks to qualify with a standard 
deviation of 1.9 weeks.  The shortest time to qualify has been a 
few individuals around the 7-8 week time frame.  The slowest 
time to qualify is around 12 weeks.  There are several 
individuals who took 12 weeks.  All of these individuals have 
some sort of travel, leave or holiday time during their 
qualification process.  The SWOs agreed that qualification time 
could easily be done within 8 weeks. 
 Data from SWO interviews regarding qualification timeframes 
is presented in Table 5.  
ACTIVITY TIME TIME PER WEEK
TRAINING 1.5 HRS PER WEEK 1.50
PT 2 HRS PER WEEK 3.00
SUB TOTAL 4.50
MEDICAL 1 PER 6 MONTHS 0.08
DENTAL 1 PER 6 MONTHS 0.08
PRT 1 PER 6 MONTHS 0.12
PHA 1 PER YEAR 0.46
PSD 1 PER YEAR 0.04
MISC TOTAL 0.77
TOTAL 5.27
SCHOOL 8 HRS PER WEEK 8.00
TOTAL 13.27













A 16   
B 9 
8-10 COULD NOT 
REMEMBER 
C 8   
D 12   
E 8 1 WEEK OF TRAVEL 
F 10   
G 12 QUALIFYING/DAYSTAFF 
H 9 1 WEEK OF TRAVEL 
I 12 1.5 WEEKS OF TRAVEL 
J 7   




AVERAGE 10.42   
STANDARD 
DEVIATION 
2.50   
WITHOUT SWO A 
AVERAGE 9.91   
STANDARD 
DEVIATION 
1.87   
 
The recent past and current SWO manning has been five SWOs 
assigned to CSL at any given time, sometimes increasing to six 
SWOs.  At the present time there are four qualified SWOs, one 
SWO in qualification, and one SWO on IA.  Figures 1, 2 and 3 
below provide visual representations of the SWO rotation with a 
continuous manning of 4, 5, and 6 SWOs, respectively.  Due to 
the lost time during the qualification period, the average of 
qualified SWOs will always be less than the number of SWOs 
assigned to the watch floor.  Approximately 1/8 of each of the 

























/QTR 3 4 3 4 3 4 3 4 3 4 4 4 4 4 4 4 4
IA-RED 3 4 3 4 2 3 2 3 2 3 3 3 4 4 4 4 4
AVG ENTIRE 
TIME PERIOD 3.71 3.24
AVG ENTIRE 
PER W/IA


















/QTR 4 5 4 5 4 4 5 4 5 4 4 4 5 4 4 4 4 5 4 4
IA-RED 4 5 4 5 3 3 4 3 4 3 3 3 5 4 4 4 4 5 4 4
AVG ENTIRE 






























/QTR 4 6 5 6 5 5 6 5 6 5 5 6 6 5 6 6 6 5 5 5
IA-RED 4 6 5 6 4 4 5 4 5 4 4 5 6 5 6 6 6 5 5 5
AVG ENTIRE 












APPENDIX 7 Continued 
 
Implementation of Preferred COA 2013 – 2014 
 
 
